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PREFACE 


A  review  of  the  written  work  of  the  Commission  reveals  the  conclusions  that 
we  have  reached  over  the  past  year  and  a  half.  They  have  addressed  issues  in 
a  number  of  problem  areas,  and  our  reports  have  been  widely  distributed 
throughout  the  City. 

In  many  ways,  however,  our  published  reports  do  not  reflect  the  emphasis  of 
our  major  contribution  thus  far.  A  great  deal  of  time  and  effort  by  individual 
Commission  members  have  been  devoted  to  personal  meetings  with  District 
administrators,  members  of  the  School  Board,  City  administrators,  teachers, 
principals,  students,  parents,  and  community  leaders.  Through  the  process 
of  these  discussions,  we  have  endeavored  to  develop  a  climate  for  change. 
Then,  as  Commission  reports  have  been  completed,  we  have  attempted  to 
work  with  the  District  in  their  implementation. 

We  have  also  worked  to  create  an  atmosphere  in  which  citizen  and  outside 
professional  involvement  would  be  accepted  as  an  important  adjunct  to  the 
decision-making  process.  In  one  instance,  we  arranged  for  four  major  corpo- 
rations to  lend  top  management  expertise  to  assist  in  developing  improved 
financial  and  personnel  planning  functions  within  the  central  District  office. 
It  has  been  a  highly  successful  program  and  will  now  be  expanded  with  a 
follow-up  effort  by  eight  other  companies  at  no  cost  to  the  District.  This  kind 
of  cooperation  by  important  segments  of  the  community  is  key  to  an 
improvement  in  our  schools. 

Commission  members  have  appeared  numerous  times  before  the  Board  to 
press  our  conclusions  and  have  not  hesitated  to  go  to  the  public  when  we 
have  felt  that  the  District  was  unresponsive  to  our  concerns.  We  believe 
that  in  this  we  have  been  only  partially  successful. 

•  Very  early,  we  became  concerned  that  the  Board  was  failing  to  develop 
adequate  and  responsible  long-range  policies  and  to  delegate  sufficient 
administrative  authority  to  the  Superintendent.  Our  concern  remains. 

•  We  were  concerned  that  the  District  had  not  prepared  itself  for  the  con- 
tract negotiations  that  will  be  required  under  the  Rodda  Act.  We  were 
particularly  disturbed  by  the  inordinate  delay  in  hiring  an  Employee 
Relations  Officer,  reporting  to  the  Superintendent  and  through  him  to  the 
Board.  We  remain  concerned. 


• 


We  were  concerned,  above  all  else,  that  the  Board  was  not  facing  the 
cold  hard  facts  of  a  declining  enrollment,  an  inflated  organization,  and  a 
limited  taxing  capability.  We  remain  more  concerned  than  ever. 
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The  list  of  Commission  recommendations  is  long  and  detailed.  The  point  to 
be  emphasized,  however,  is  that  we  do  not  consider  them  as  gospel.  They  are 
tools  to  stimulate  public  dialogue.  I  am  entirely  convinced  that  a  School 
District  cannot,  of  its  own  volition  and  without  citizen  participation,  resolve 
its  own  difficulties.  Ingrained  habits,  often  the  products  of  an  earlier, 
simpler,  and  more  cohesive  school  system,  persist.  But  change  does  not 
come  easily.  That  is  one  reason  we  have  decided  to  remain  in  being  for 
another  six  months.  We  believe  it  is  imperative  to  go  into  a  more  intensive 
implementation  phase,  working  even  more  closely  with  the  administration, 
the  Board  and  the  community.  In  this  regard,  we  have  already  held  a  number 
of  community  forums  with  Board  as  well  as  Commission  participation.  We 
believe  these  served  a  useful  purpose.  They  should  be  expanded. 

Some  may  consider  it  indelicate  to  mention  that  there  will  be  a  School 
Board  election  in  November,  but  it  is  highly  pertinent  to  the  question  of 
educational  improvement.  We  believe  the  Commission  has  a  responsibility 
to  raise  what  it  has  found  to  be  the  key  issues  and  to  test  all  candidates, 
incumbents  and  challengers  alike,  on  them.  We  intend  to  do  so.  We  believe 
that  the  voting  records  of  present  Board  members  on  major  issues  are  just 
as  important  as  the  background,  experience,  and  points  of  view  of  those 
that  seek  to  replace  them.  We  will  not  endorse  individual  candidates,  but  we 
hope  to  suggest  objective  standards  by  which  each  contestant  may  be  judged. 
Evaluation  starts  at  the  top. 

We  do  not,  however,  believe  that  this  is  a  responsibility  that  the 
Commission  can  or  should  carry  out  entirely  on  its  own.  It  is  essential  that  we 
work  with  all  those  community  groups  that  have  long  been  deeply  concerned 
with  the  problems  of  education  in  San  Francisco  and  work  to  strengthen  their 
long-range  capacity  to  monitor  the  system.  Hopefully,  we  can  suggest  more 
effective  techniques  for  the  discharge  of  these  responsibilities  in  future 
years. 

As  we  end  this  period  of  our  effort,  I  would  like  to  say  on  behalf  of  myself 
and  the  Commission  that  our  work  has  been  as  rewarding  as  it  has  been 
frustrating.  It  has  been  rewarding  because  we  have  found  numerous 
instances  of  high  excellence,  devoted  and  talented  teachers  and  administra- 
tors, and  innovative  programs  within  our  schools.  There  are  some  children 
who  are  benefiting  from  the  very  best  in  modern  public  education.  It  has  been 
frustrating  because  the  system  is  not  realizing  its  full  potential;  many  more 
children  are  not  receiving  an  adequate  education  by  any  standard. 

The  School  District  has  changed  dramatically  in  recent  years.  It  is  now  multi- 
lingual and  multi-cultural,  and  if  this  population  mix  could  be  imaginatively 
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built  upon,  it  would  become  a  source  of  great  strength  to  San  Francisco. 
Unfortunately,  the  District  has  inherited  a  top-heavy  bureaucracy; 
rigidities  in  the  teacher  structure;  lack  of  adequate  systems  of  training, 
evaluation,  and  accountability;  and  sometimes  plain  indifference  to  the 
needs  of  the  children  themselves.  It  has  been  unable  to  face  up  to  the 
challenge  of  excellence. 

The  major  responsibility  for  the  governance  of  the  system  lies  with  the  San 
Francisco  School  Board.  If  our  district  is  not  being  run  as  well  as  others  in 
the  State  —  and  we  do  not  believe  that  it  is  —  the  fault  lies  ultimately  with  the 
Board.  As  a  Commission,  we  can  bring  to  bear  on  these  difficult  questions 
whatever  intelligence  and  expertise  we  may  have;  but  we  have  no  power  to 
act.  We  can  only  advise  those  in  authority  and  bring  the  attention  of  the  con- 
cerned public  to  school  needs  as  we  see  them  —  including  deficiencies  in  the 
attitude  and  competence  of  the  Board  itself.  This  we  have  done  and  this  we 
will  continue  to  do. 

—  William  M.  Roth 
July  1,  1976 
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INTRODUCTION 


The  San  Francisco  Public  Schools  Commission  has  completed  the  first 
eighteen  months  of  its  work.  The  tasks  of  identifying  School  District  prob- 
lems, considering  possible  solutions,  and  advancing  recommendations  to  the 
School  Board  have  largely  been  accomplished  during  this  phase.  This  report 
reviews  the  activities  of  the  Commission,  summarizes  the  general  issues  of 
concern,  and  highlights  the  major  recommendations  which  emerged  as  the 
study  went  forward. 

It  is  important  to  note  that  the  Commission,  in  its  efforts  to  improve  the 
educational  system  in  San  Francisco,  has  considered  implementation  of  its 
recommended  changes  to  be  a  vital  part  of  its  mission.  The  Commission  is 
unique  in  this  respect;  it  has  not  merely  "studied"  the  problems.  Throughout 
the  past  year,  the  reports  and  recommendations  have  been  accompanied  by  a 
close  association  with  the  Board  and  the  Superintendent  in  order  to  provide 
assistance  where  needed,  and  to  monitor  and  urge  progress  toward 
implementation. 


Background  of  the  Commission 

There  has  been  a  growing  concern  with  the  quality  of  education  which 
students  receive  in  the  San  Francisco  public  schools.  There  is  increasing 
evidence  that  many  students  are  not  achieving  as  well  as  they  should,  and 
that  they  are  not  being  prepared  adequately  for  successful  participation  in  the 
economic  and  political  life  of  the  community.  This  concern  is  shared  by 
State  education  officials,  local  government  and  business  leaders,  School 
Board  members,  administrators,  teachers,  and  parents. 

In  response  to  these  concerns,  Wilson  Riles,  State  Superintendent  of  Public 
Instruction,  suggested  formation  of  a  group  of  San  Francisco  citizens  to 
examine  the  problems  of  the  public  schools  system  and  to  help  institute 
changes  needed  to  restore  former  levels  of  performance  and  prestige.  In 
January  1975,  the  Board  of  Education  endorsed  the  formation  of  the  San 
Francisco  Public  Schools  Commission  on  which  twenty-four  leading  citizens 
were  named  to  serve.  The  Commission  was  charged  with  the  following 
mandate: 

1.  Assess  the  District's  present  governance  structure  and  organization.  In 
this  endeavor,  particular  attention  should  be  given  to  ways  of  increasing 
parent  participation  in  school  programs  and  to  the  feasibility  of  placing 
decision-making  authority  as  close  to  the  operational  units  as  possible. 


2.  Develop  clear  and  concise  definitions  of  respective  roles  and  consider 
means  by  which  relations  between  the  School  Board  and  staff  can  be 
enhanced. 

3.  Examine  the  District's  present  budget  and  planning  system  and  suggest 
means  by  which  it  can  be  improved.  A  starting  point  for  the  system  could 
be  the  recently-completed  management  assistance  team  report  conducted 
by  the  California  State  Department  of  Education. 

4.  Consider  ways  and  means  of  improving  relationships  and  strengthening 
cooperative  efforts  with  other  City  and  County  agencies. 

5.  Review  the  means  of  assessment  of  present  levels  of  student  perfor- 
mance in  San  Francisco  public  schools,  including  a  study  of  baseline 
measures  against  which  objective  and  equitable  assessments  may  be  con- 
ducted in  the  future. 

6.  Review  the  existing  system  for  evaluation  of  school  personnel  (adminis- 
trators, teachers,  classified  staff,  etc.) 

7.  Provide  a  comprehensive  assessment  of  the  District's  future  needs  and 
potential  revenues. 

8.  Develop  a  list  of  priorities  and  practical  plans  to  implement  the 
Commission's  recommendations. 

9.  Publish  and  disseminate  a  report(s)  of  the  Commission's  findings  and 
recommendations. 

With  this  assignment,  the  Commission  embarked  upon  an  eighteen-month 
phase  of  investigating  problems,  developing  recommendations,  and  assisting 
with  implementation. 


Approach  to  Problems 

The  Commission  began  its  work  by  inviting  various  groups  and  individuals 
within  the  school  community  to  share  with  Commissioners  both  factual 
information  and  their  perceptions  on  the  problems  of  the  School  District.  An 
empirical  approach  to  examining  the  problems  was  then  begun  in  March  of 
1975  with  visits  to  school  sites  by  teams  of  Commissioners.  Over  half  of  the 
schools  were  visited,  and  interviews  were  conducted  with  principals, 
parents,  and  students  about  the  problems  and  accomplishments  of  their 
particular  schools. 

With  this  background,  the  Commission  identified  three  general  areas  of 
investigation  and  formed  into  committees  to  study  problems  in  detail.  These 
committees  included  Governance,  Finance,  and  Appraisal.  A  small  staff 


and  outside  consultants  were  engaged  to  work  with  Commissioners  in 
gathering  information  and  in  developing  specific  reports  in  these  areas. 

As  these  committees  proceeded  with  their  study  throughout  the  summer  and 
fall,  a  number  of  primary  issues  emerged.  To  permit  more  focused 
attention  to  these  issues,  the  committee  structure  was  subsequently 
reorganized  into  smaller  groups,  or  task  forces.  Eleven  functional  task 
forces  were  established  in  January  1976. 

Throughout  its  study,  the  Commission  has  consulted  regularly  with 
community  representatives,  School  Board  members,  District  administra- 
tors, and  teacher  representatives  in  order  to  keep  them  apprised  of  its  work 
and  to  assess  their  response  to  various  proposals.  Further,  as  reports  were 
being  developed,  interested  parties  were  given  the  opportunity  to  react  and 
offer  comments  at  a  series  of  "public  issue  forums"  and  Saturday  morning 
meetings. 

The  Commission  was  especially  interested  to  hear  from  students.  Meetings 
were  held  with  high  school  students  at  a  number  of  schools,  and  in  March 
the  Student  Advisory  Council  conducted  a  "Student  Forum"  to  share  City- 
wide  student  concerns  with  the  Commission  and  District  officials.  Further, 
an  essay  contest  was  sponsored,  and  all  students  were  invited  to  write  about 
their  schools*—  what  they  liked  and  what  they  did  not  like. 

The  aspect  that  sets  the  Commission's  efforts  apart  from  similar  ventures 
has  been  its  commitment  to  implementation.  Rather  than  wait  until  the  end  of 
the  study  period  to  issue  a  "final  report",  each  component  set  of  recom- 
mendations was  advanced  to  the  School  Board  and  the  public  simultaneously 
with  their  adoption  by  the  Commission.  Subsequently,  meetings  were  held 
with  District  officials  and  interested  members  of  the  school  community  to 
determine  ways  that  the  recommendations  could  be  implemented.  The  final 
six-month  phase  of  the  Commission's  work  will  be  devoted  primarily  to 
monitoring  the  District's  response  to  these  recommendations  and  to  assisting 
with  the  process  of  instituting  called-for  changes. 


GENERAL  ISSUES 


As  the  specific  problems  of  the  School  District  were  being  examined,  several 
issues  emerged  which  were  of  primary  concern.  These  issues,  or  "themes" 
of  the  Commission's  work,  serve  to  define  the  basic  aims  of  our  various 
activities.  They  will  therefore  be  discussed  prior  to  summarizing  the  results 
of  the  individual  study  areas  to  establish  a  context  for  considering  the 
Commission's  recommendations  to  the  School  Board.  These  general  issues 
include  performance,  responsiveness,  and  equality. 


Performance 

The  School  District's  overall  performance  in  achieving  the  educational  goals 
of  the  community  refers  to  two  sub-issues:  (1)  how  well  the  schools  do  what 
they  are  supposed  to  do,  i.e.,  provide  quality  education  to  all  children;  and 
(2)  how  well  the  District  manages  its  human  and  material  resources  in  the 
process  of  delivering  educational  services. 

The  Commission's  study  confirmed,  for  example,  that  the  District  spends 
more  than  twice  the  State  average  per  pupil;  San  Francisco's  student 
achievement  scores,  however,  fall  below  those  of  comparable  school  dis- 
tricts in  California.  Further,  projections  of  declining  enrollment  and 
shrinking  school  revenues  direct  that  improved  planning  and  management 
will  be  required  to  maintain  current  levels  of  service.  In  consideration  of 
these  problems,  the  Commission  explored  ways  to  improve  the  performance 
of  the  School  District  in  both  dimensions. 


Responsiveness 

The  responsiveness  of  an  educational  system  refers  to  the  ability  of  the 
system  to  satisfy  the  diverse  needs  and  preferences  of  local  groups, 
individual  families,  and  particular  children.  The  responsiveness  of  schools 
varies  according  to  two  principal  factors: 

(1)  Lines  of  communication:  How  are  the  preferences,  needs,  and  demands 
of  the  community  articulated  to  schools,  and  how  is  information  about 
the  educational  program  transmitted  back  to  the  public? 

(2)  Governance  structures:  How  are  decisions  made  within  the  school  sys- 
tem, and  to  what  extent  do  parents,  students,  and  the  community  have  a 
voice  in  the  decision-making? 


It  has  been  argued  that  schools  have  become  self-serving,  closed 
bureaucracies  that  are  unable  to  respond  to  the  changing  needs  of  the 
communities  they  serve.  In  a  city  with  as  diverse  a  population  as  San 
Francisco,  a  school  system  will  inevitably  find  it  difficult  to  respond 
adequately.  Much  of  the  Commission's  work  has  therefore  focused  on  this 
pressing  issue  —  how  does  the  District  increase  its  ability  to  hear  and 
accommodate  the  wide  range  of  educational  interests?  In  all  study  areas, 
consideration  was  given  to  methods  by  which  the  voice  of  the  public  could 
be  interjected  into  the  decision-making  process. 


Equality 

Equality  of  educational  opportunity  is  a  pervasive  theme  throughout  the 
history  of  American  education.  Definitions  of  equality  have  shifted  over 
time  from  "equal  access  to  educational  resources"  to  "equal  educational 
treatment".  The  latter  definition  recognizes  that  learners  embody  widely 
varying  characteristics  and  abilities,  and  therefore  require  different  educa- 
tional services.  Consequently,  many  Federal,  State,  and  local  programs 
attempt  to  provide  additional  and  specialized  resources  for  those  children 
who  come  to  school  with  special  needs. 

The  Commission's  concern  with  equality  of  opportunity  for  all  of  San 
Francisco's  students  has  considered  ways  to  assure  that  each  student 
receives  quality  educational  services,  tailored  to  meet  individual  circum- 
stances. Thus,  methods  were  examined  which  would  place  decision-making 
about  the  school  program  and  the  use  of  resources  closer  to  the  place 
where  the  education  of  children  occurs  —  the  school  site.  Similarly,  the 
District's  desegregation  plan  was  re-examined  to  determine  if  it  is  achieving 
the  goal  of  educatonal  equality. 


SUMMARY  OF  REPORTS 
AND  RECOMMENDATIONS 


The  individual  reports  and  their  accompanying  recommendations  were 
developed  through  the  task  force  structure.  To  varying  degrees,  each  report 
reflects  the  general  issues  of  performance,  responsiveness,  and  equality. 
The  analysis  of  issues  and  the  recommendations  advanced  to  the  District  are 
detailed  in  the  individual  reports;  the  major  problems  and  the  highlights  of 
recommendations  are  summarized  below  in  accordance  with  the  task  force 
designations. 


School  Site  Management 

As  part  of  the  Commission's  efforts  to  address  the  problems  encountered  at 
the  school  level,  an  examination  of  the  District's  governance  structure  and 
budget  and  planning  system  was  conducted.  The  conclusion  was  reached 
that  there  is  a  need  to  strengthen  administration  at  the  school  site  level,  and 
that  greater  delegation  of  authority  and  responsibility  to  decision-makers  at 
the  school  sites  was  a  necessary  first  step. 

Among  the  problems  noted  during  the  site  visits  was  the  gap  between  the 
responsibility  and  the  authority  given  to  the  staff  of  the  local  schools, 
particularly  in  areas  of  personnel  selection,  evaluation,  and  budget  planning. 
In  a  report  to  the  Board,  a  series  of  recommendations,  policies,  and 
procedures  were  advanced  which  would  establish  a  stronger  school  site 
management  system  within  the  District.  Included  in  this  concept  is  the 
establishment  of  Advisory  Councils  at  each  school,  consisting  of  teachers, 
parents,  community  representatives,  and  older  students.  These  councils 
would  participate  in  planning  the  schools'  budgets,  constructing  discipline 
policies,  assessing  educational  programs,  and  reviewing  personnel  perfor- 
mance. 


Major  Recommendations 

/ .  The  School  Board  should  revise  its  policies  to  make  clear  that  in  fact  the 
principal  is  the  chief  executive  officer  for  each  school. 

A.     Principals   should  have   the  final  decision   in   the   selection   and 
assignment  of  staff  and  teachers  within  the  schools. 


B.  With  expansion  of  their  responsibilities,  principals  must  be  provided 
with  in-service  training  to  increase  their  skills  in  planning  and 
management. 

2.  The  School  Board  should  adopt  a  policy  that  there  be  a  School  Site 
Advisory  Council  for  each  school. 

A.  School  Site  Advisory  Councils  should  include  representatives  of 
teaching  and  support  staff,  parents  of  students,  the  community-at- 
large,  and,  at  the  high  school  level,  students. 

B.  School  Site  Advisory  Councils  should  participate  in  such  tasks  as 
planning  the  school's  budgets,  constructing  discipline  policies, 
assessing  educational  programs,  and  reviewing  personnel  perfor- 
mance. 


Principals/Personnel 

The  policy  of  greater  school  site  management  cannot  be  implemented  unless 
special  attention  is  paid  to  the  responsibilities  and  performance  of  school 
principals.  At  the  present  time,  principals  do  not  have  the  authority  to 
manage  their  schools  effectively,  and  they  are  not  held  accountable  for  per- 
formance. There  is  not  even  a  clear  understanding  of  what  their  job  involves. 

To  give  principals  the  authority  to  make  decisions,  and  to  hold  them 
accountable  for  the  management  of  schools,  the  Commission  recommended 
that  written  contracts  be  executed  with  principals,  as  called  for  by  the  City 
Charter.  These  contracts  should  describe  standards  of  performance  and 
conditions  for  termination.  The  effectiveness  of  the  contracts  must  be  rein- 
forced through  institution  of  an  evaluation  system  for  principals,  as  well  as 
all  other  personnel  at  the  school  site.  Principals  should  also  have  greater  site 
budgeting  discretion,  control  of  the  operation  and  maintenance  of  school 
buildings,  and  greater  support  from  the  central  office. 

To  be  more  effective  in  guiding  their  schools  and  students,  principals  should 
more  closely  reflect  the  racial  and  ethnic  composition  of  the  student  body. 
Currently,  the  vast  majority  of  principals  are  white,  while  the  majority  of 
students  are  non-white.  Stronger  incentives  for  early  retirement  and  late 
career  changes  will  help  to  provide  more  employment  opportunities  for  non- 
white  principals. 

Major  Recommendations 

1 .  As  provided  in  the  City  Charter,  principals  should  be  appointed  under 
four-year  contracts,  which  include  general  descriptions  of  their  duties  and 


responsibilities.  Contracts  should  provide,  as  well,  standards  of  perfor- 
mance, and  principals  should  be  evaluated  according  to  them. 

2.  It  should  be  District  policy  to  give  principals  the  authority  to  make  all 
critical  decisions  at  the  school  site  and  to  hold  them  accountable  for 
effective  performance  through  a  system  of  regular  evaluation. 

3.  It  should  be  District  policy  to  take  every  step  possible  to  make  the  racial 
and  ethnic  composition  of  the  ranks  of  principals  correspond  more  to  that 
of  the  student  body. 


Educational  Information 

When  judging  the  effectiveness  of  school  operations,  standardized  test 
scores  are  frequently  considered  as  the  only  means  of  evaluating  the  perfor- 
mance of  individual  schools.  Because  these  tests  measure  only  a  limited 
range  of  the  school's  performance,  and  identify  the  effects  rather  than  the 
causes  of  the  educational  process,  additional  criteria  are  needed  to 
appraise  a  school  and/or  a  school  system. 

To  improve  the  quality  and  usefulness  of  information  communicated  to 
parents  and  students,  a  "school  evaluation  profile"  is  being  developed  by 
the  Commission.  This  technique  to  display  educational  information  is  based 
upon  current  and  obtainable  data,  and  is  being  designed  for  use  by  both  the 
District  and  the  community  to  judge  the  effectiveness  of  schools.  Though  the 
actual  evaluation  tool  has  not  yet  been  completed,  it  suggests  the  use  of 
certain  dimensions,  or  criteria,  upon  which  schools  would  be  judged.  These 
do  not  comprise  a  checklist  to  be  answered  "yes"  or  "no";  but  information 
on  the  following  issues  should  be  sought: 

1.  Management  system  5.  Student  morale  and  commitment 

2.  Management  implementation  6.  Justice 

3.  Teacher  morale  and  commitment  7.  Community  support 

4.  Teacher  experience  and  expertise  8.  District  support 

Major  Recommendations 

Because  this  is  an  ongoing  study  area  of  the  Commission's  work,  no  recom- 
mendations have  been  developed  to  date. 


Testing 

Among  the  Commission's  early  concerns  was  development  of  a  dependable 
information  base  upon  which  judgments  could  be  made  about  the  perfor- 


mance  of  the  students  and  decisions  about  programs.  One  outcome  of  this 
concern  is  a  report  which  analyzes  the  School  District's  student  testing  pro- 
grams, and  assesses  the  use  of  both  group  and  individual  achievement  tests. 
This  study  examines  (a)  the  organization  and  coordination  of  testing 
activities  within  the  District,  and  (b)  the  various  purposes  for  which  each  of 
the  testing  programs  is  used. 

Special  testing  problems  are  also  addressed.  Of  particular  concern  is  the  use 
of  individual  I.Q.  tests  with  minority  children  for  the  purpose  of  placement  in 
special  classes  for  the  mentally  handicapped,  and  the  use  of  tests  with  the 
16%  of  San  Francisco  students  who  speak  no  or  limited  English.  The  report 
stresses  the  need  for  coordinating  the  testing  activities  of  the  District,  and 
strengthening  the  relationship  between  testing  and  instructional  assessment 
and  planning.  At  the  present  time,  very  little  useful  information  is  fed  back  to 
the  individual  school  and  classroom  for  use  in  assessing  instructional 
objectives. 

Major  Recommendations 

1 .  A  Testing  Council  should  be  formed  within  the  District  to  oversee  and 
coordinate  the  testing  program.  A  centralized  office  for  testing  should 
also  be  created,  and  the  teacher/administrator  advisory  committee  on  the 
standardized  testing  program  should  be  reactivated. 

2.  The  State  Department  of  Education  should  be  requested  to  assist  in 
developing  more  relevant  assessment  instruments,  and  testing  activities 
should  be  expanded  to  include  assessment  of  school  attitudes.  Informa- 
tion should  be  gathered  in  absolute,  rather  than  relative  terms. 

3.  The  function  of  the  Research  Division  should  be  expanded,  and  the  num- 
ber of  non-white  psychologists  should  be  increased.  A  Supervisor  of 
Psychological  Services  should  be  reappointed. 

4.  An  Advisory  Board  of  lay  citizens,  professionals,  and  District  personnel 
should  be  constituted  to  provide  input  on  psycho-educational  assessment 
and  on  special  education  placement. 


Community/Student  Participation 

The  Commission  has  been  sensitive  to  the  school  system's  problems  in  the 
area  of  community  and  student  participation.  It  has  been  concerned  simul- 
taneously about  its  own  ties  to  the  students  and  other  citizens  of  San 
Francisco.  Thus,  public  forums  were  conducted  on  major  aspects  of  the  work 
program,  in  addition  to  other  techniques  to  gather  public  points  of  view. 
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Specific  work  with  students  involved  hearings  on  the  work  of  the  Commis- 
sion in  three  high  schools,  culminating  in  a  City-wide  student  forum  in 
March.  This  session  was  jointly  sponsored  by  the  Student  Advisory  Council 
and  served  to  demonstrate  the  feelings  of  students  about  their  own 
education,  the  quality  of  their  thinking,  and  the  scope  of  their  interests. 
Further,  the  Commission  sponsored  a  City-wide  essay  contest,  seeking 
opinions  of  students  at  every  grade  level  on  the  strengths  and  weaknesses  of 
individual  schools  and  the  system  in  general. 

Major  Recommendations 

1.  There  should  be  a  student  forum  at  each  high  school  each  year,  attended 
by  the  School  Board  and  the  Superintendent,  as  well  as  a  City-wide  forum 
organized  by  the  Student  Advisory  Council. 

2.  The  continuity  of  the  Student  Advisory  Council  should  be  facilitated 
through  election  of  representatives  in  the  early  Spring. 

3.  The  student  School  Board  member  should  be  seated  so  as  not  to  be 
separated  from  other  Board  members,  and  one  student  from  each  high 
school  journalism  class  should  be  invited  to  sit  at  the  press  table  at  Board 
meetings. 

4.  School  Board  members  should  visit  each  high  school  during  a  day 
organized  by  the  Student  Advisory  Council,  and  students  should  visit  the 
central  office  of  the  District  for  tours  and  discussions  organized  by  the 
Advisory  Council. 


School  Board/Superintendent  Relationships 

A  good  working  relationship  between  the  School  Board  and  the  Superin- 
tendent is  essential  for  effective  management  of  the  school  system.  The 
Commission's  examination  of  this  area  has  involved  an  extensive  process  of 
monitoring,  assessing,  and  commenting  on  the  interactions  among  the 
School  Board,  the  Superintendent  and  staff,  and  the  public.  Workshops, 
forums,  and  informal  meetings  were  held  to  consider  the  issues  and  to  make 
formal  and  informal  statements  to  the  Board. 

The  Commission  has  considered  that  the  delegation  of  sufficient  authority  to 
the  Superintendent  to  administer  the  School  District  is  of  prime  importance. 
Statements  of  the  District's  goals  and  objectives  must  be  developed  and 
publicized,  and  the  current  policies  codified.  A  consent  agenda,  and  olhei 
means  to  improve  the  conduct  of  Board  meetings  and  the  involvement  oi  the 
public  in  decision-making  should  be  considered.   Finally,  a  \aiiet>    of 
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techniques  should  be  designed  to  heighten  public  awareness  of  educational 
issues  and  to  encourage  their  enlightened  participation  in  problem-solving. 

Major  Recommendations 

1.  That  a  simple,  inexpensive  polling  devise  be  developed  and  employed 
periodically  to  assess  community  feelings  on  specific  educational  issues. 

2.  That  the  Board  and  the  Superintendent  employ  the  format  of  the  public 
forum  to  develop  a  constructive  pattern  of  communication  among  them- 
selves and  the  general  public  on  critical  issues  confronting  the  School 
District. 

3.  That  the  School  District  adopt  the  concept  of  the  Loan  Executives  Pro- 
gram established  by  the  Commission  to  draw  the  talents  and  resources  of 
various  sectors  of  the  community  into  a  problem-solving  partnership  with 
the  District. 

4.  That  the  voting  records  of  each  Board  member  on  major  issues  be  com- 
piled and  made  public  annually;  that  Board  member  attendance  at  Board 
and  committee  meetings  be  recorded;  that  a  community  organization  or 
panel  of  community  leaders  be  asked  to  study  and  report  annually  on  the 
Board's  effectiveness. 

5.  That  items  on  the  agenda  of  Board  meetings  be  ordered  in  a  way  that 
allows  educational  issues  to  appear  early  during  meetings,  especially 
those  items  where  substantial  numbers  of  persons  wish  to  speak. 


Fiscal  Future 

A  public  institution  such  as  the  School  District  has  the  responsibility  to 
understand  the  course  of  its  future  environment.  A  knowledge  of  likely  future 
events,  even  considering  the  many  uncertainties  involved,  may  enable 
School  District  officials  to  make  better  decisions  than  would  otherwise  be  the 
case. 

The  rapidly  changing  fiscal  situation  which  the  District  now  faces  presents  an 
area  of  special  need  for  forecasting  and  planning.  In  sharp  contrast  with  the 
past  several  decades,  school  enrollments  are  declining,  and  school  budgets 
are  shrinking.  The  School  Board  must  anticipate  the  fiscal  future  of  the 
District  in  order  to  make  reasoned  choices  about  reducing  expenditures  and 
seeking  legislative  consideration  of  the  special  needs  of  San  Francisco. 

The  Commission  has  considered  the  fiscal  future  of  the  San  Francisco 
Unified  School  District  to  1980.  Projections  of  revenue  and  expenditures 
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revealed  a  shortfall  of  up  to  $31  million  by  1980  at  present  rates  of  expendi- 
tures. State  school  finance  reform  is  likely  to  create  an  even  more 
constrained  financial  situation.  An  analysis  of  the  expenditure  patterns  of  the 
District  suggested  areas  for  reductions  in  spending,  and  options  for  accomp- 
lishing budget  reductions  were  considered. 

Major  Recommendations 

1.  The  School  ~  District  should  adopt  a  long-range  approach  to  budget 
planning,  including  the  capability  to  project  future  enrollments  and  rates 
of  expenditure  and  revenue. 

2.  The  School  Board  should  anticipate  the  fiscal  future  of  San  Francisco 
schools,  and  take  actions  to  reduce  expenditures. 

3.  The  District  should  anticipate  the  probable  effects  of  school  finance 
reform  and  seek  consideration  in  the  State  legislature  for  the  special 
needs  of  San  Francisco. 

4.  The  Board  should  anticipate  the  need  for  staff  reductions,  avoiding  the 
crisis  atmosphere  that  ensues  with  last  minute,  mass  terminations. 

5.  The  District  should  continue  to  develop  options  to  induce  attrition 
through  such  plans  as  job  sharing  and  early  retirement  to  reduce  the  need 
for  seniority-based  layoffs. 

Management  and  Financial  Controls 

To  assist  the  School  District  in  improving  management  and  financial  con- 
trols, the  Commission  has  arranged  for  a  group  of  executives  to  be  "loaned" 
to  the  District  for  a  four-month  period.  Standard  Oil  of  California,  Bank  of 
America,  Southern  Pacific  Transportation  Company,  and  Pacific  Gas  and 
Electric  have  contributed  the  time  of  key  personnel  to  this  "Loan  Execu- 
tives" project.  They  are  primarily  involved  in  six  problem  areas:  budget 
development,  financial  management,  purchasing,  payroll,  position  control, 
and  fiscal  information  systems. 

A  similar  group  will  begin  work  soon  on  a  new  set  of  managerial  problems. 
This  effort  represents  a  significant  contribution  by  the  business  community 
to  the  School  District,  and  has  resulted  in  speedy  implementation  of  much 
needed  improvements  in  the  District's  management  operations. 

Major  Recommendations 

Since  this  effort  was  designed  to  provide  internal,  on-going  assistance  to  the 
District's  administrative  staff,  no  specific  set  of  recommendations  has  been 
published. 
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City/County/School  District  Relationships 

Because  the  School  District  and  the  City  and  County  of  San  Francisco  are 
coterminous,  the  delineation  of  respective  roles  and  responsibilities  has 
historically  posed  a  set  of  complex  legal,  functional  and  political  problems. 
Neither  the  City  Charter  nor  the  State  Education  Code  provides  sufficient 
clarification  for  these  units  of  government  to  relate  effectively. 

The  Commission's  analysis  of  these  unique  relationships  highlighted  current 
problems  and  offered  recommendations  to  alleviate  them.  The  scope  of  the 
study  included  administrative  services  and  direct  services  to  school  children. 
To  identify  ways  of  improving  relationships  and  strengthening  cooperative 
efforts,  the  Commission  examined  the  interaction  between  the  District  and 
the  following  City  departments:  Controller,  Treasurer,  City  Attorney,  Civil 
Service,  Retirement  and  Health  Service  Systems,  City  Planning,  Public 
Works,  Real  Estate,  Public  Health,  Recreation  and  Parks,  and  the  Public 
Library.  A  series  of  specific  recommendations  resulted. 

Major  Recommendations 

/.  The  authority  and  responsibility  of  both  District  and  City  departments 
should  be  clarified  and  formalized  through  written  agreements  which 
reflect  the  cost  of  sen' ices  provided. 

2.  The  District  should  make  increased  use  of  joint  task  forces  and  staff 
committees  in  efforts  to  improve  cooperation  and  communication  with 
City  departments. 

3.  In  compliance  with  State  law,  the  interest  earned  on  School  District 
funds  which  are,  by  law,  deposited  with  the  City/County  Treasurer  should 
be  credited  to  the  School  District  account. 

4.  The  School  District  should  work  with  the  Civil  Service  Commission  to 
develop  a  plan  for  District  assumption  of  decentralized  civil  service 
responsibilities. 

5.  The  School  Disstrict  should  bring  a  quiet  title  action  on  the  Grant  School 
property  to  clarify  which  parties  (the  City  or  the  District)  have  a  legal 
right  to  claim  the  property  and  its  assets. 


Labor  Relations 

The  passage  of  the  Rodda  Act  (SB  160)  in  1975,  granting  collecting  bargaining 
rights  to  teachers  and  other  public  school  employees,  has  significant  implica- 
tions for  the  decision-making  process  of  the  School  District.  As  of  July 
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1,  1976,  negotiations  between  local  school  boards  and  recognized  employee 
representatives  may  begin  under  the  provisions  of  the  new  Act.  The  outcome 
of  these  negotiations  will  determine  such  important  matters  as:  wages,  hours 
of  employment,  health  and  welfare  benefits,  leave  and  transfer  policies, 
safety  conditions,  class  size,  employee  evaluation  procedures,  organiza- 
tional security,  and  grievance  procedures. 

In  preparation  for  this  new  era  of  employer-employee  relations,  School 
District  officials,  employees,  parents,  students  and  the  general  public  must 
understand  the  provisions  of  this  new  collective  bargaining  process.  The 
Commission  has  strongly  urged  the  School  Board  to  hire  an  Employee 
Relations  Officer  to  conduct  the  negotiation  process  and  to  administer  the 
negotiated  contracts.  It  is  vital  as  well  that  the  School  District  anticipate 
and  prepare  for  those  aspects  of  the  Rodda  Act  dealing  with  public 
participation. 

Major  Recommendations 

1.  The  District  should  employ  an  Employee  Relations  Officer,  responsible 
to  the  Superintendent,  to  conduct  negotiations,  implement  employee 
contracts,  and  administer  the  grievance  procedure. 

2.  The  School  Board  should  establish  policies  to  develop  initial  proposals, 
determine  accurately  its  revenue  position  and  expenditure  priorities  for 
coming  years,  and  publicize  procedures  for  public  involvement  in  the 
bargaining  process. 

3.  The  means,  process,  and  regularity  for  informing  the  public  of  the  on- 
going bargaining  process  should  be  determined  by  the  School  District 
and  employee  representatives. 


Integration 

Underlying  many  of  the  issues  being  considered  by  the  Commission  is  the 
District's  integration/Desegregation  program.  Implementation  of  the  Horse- 
shoe Plan  has  proven  only  moderately  successful  in  achieving  an  integrated 
system  of  quality  education.  Thus,  the  Commission  is  currently  undertaking 
a  study  of  criteria  that  could  be  useful  to  the  District  in  designing  a  succesor, 
or  modified  program  to  integrate  the  schools. 

Major  Recommendations 

Because  this  is  an  ongoing  study  area  of  the  Commissions  work,  no 
recommendations  have  been  developed  as  yet. 
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CONCLUSION 


During  the  first  eighteen  months  of  its  work,  the  San  Francisco  Public 
Schools  Commission  has  engaged  in  numerous  activities  to  identify  problems 
and  to  develop  solutions.  The  most  important  aspect  of  the  Commission's 
work,  however,  has  been  its  commitment  to  a  simultaneous  process  of 
problem-solving.  From  the  beginning,  the  Commission  determined  that  the 
pressing  needs  of  the  School  District  required  active  involvement  in  the 
process  of  change;  another  lengthy  report  to  gather  dust  on  the  District's 
shelf  of  remedies  was  not  needed. 

The  development  of  recommendations  was  carried  out  through  a  process 
which  included  consultation  with  persons  and  groups  who  would  be  affected 
by  the  recommended  change,  and  public  review  and  comment  was  solicited 
before  adoption  by  the  Commission.  As  each  report  and  related  rec- 
commendations  was  completed,  it  was  presented  to  the  School  Board  with  a 
request  for  action  and  an  offer  of  assistance.  Thus,  members  of  the 
Commission  and  its  staff  have  worked  closely  with  the  Board  and  District 
administrators  in  the  implementation  of  recommendations,  and  have  moni- 
tored District  progress  in  each  area  of  concern. 

During  the  final  six  months  of  the  Commission's  tenure,  implementation  will 
continue  to  be  the  main  focus.  With  most  of  the  studies  completed,  the 
activities  will  include  dissemination  of  information  about  the  problems  and 
needs  of  the  schools,  and  monitoring  and  assistance  with  implementation  of 
Commission  recommendations.  This  phase  actually  began  in  early  June 
when  the  Commission,  District  administrators,  and  a  representative  of  the 
School  Board  met  to  review  all  of  the  Commission  recommendations, 
determine  the  status  of  each,  and  to  plan  implementation  strategies  for  the 
future. 

Beyond  the  recommendations  it  has  advanced,  the  true  legacy  of  the 
Commission  will  be  its  ability  to  serve  as  a  model  for  new  forms  of  citizen 
involvement  in  the  educational  process.  There  will  continue  to  be  a  critical 
need  for  public  evaluation  of  the  school  system,  which  combines  informed 
commitment  with  reasoned  objectivity.  Hopefully,  the  experience  of  the 
Commission's  work  will  spawn  further  citizen  efforts  to  improve  the  quality 
of  education  in  San  Francisco. 
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APPENDIX 


The  Commission  intends  not  to  issue  a  single,  "final"  report.  Rather,  the 
printed  product  of  its  eighteen-month  study  phase  is  represented  primarily 
in  a  series  of  pamphlets,  containing  the  detailed  recommendations  advanced 
to  the  School  District.  Copies  of  the  following  reports  are  available  through 
the  San  Francisco  Public  Schools  Commission,  785  Market  Street,  Suite 
902,  San  Francisco,  California,  94103: 

1.  "Analysis  of  School  District  Purchasing" 

2.  "Revenue  Projections,  1975-76  to  1979-80" 

3.  "Fiscal  Future  of  San  Francisco  Public  Schools 

Part  1:  Revenues  and  Expenditures 

Part  2:  State  School  Finance  Reform 

Part  3:  Expenditure  Patterns 

Part  4:  Alternatives  for  Reducing  Expenditures" 

4.  "School  Site  Management" 

5.  "Collective  Bargaining:  The  Impact  of  the  Rodda  Act" 

6.  "Testing  in  San  Francisco  Public  Schools" 

7.  "An  Analysis  of  Relationships  between  the  School  District  and  the  City 
and  County  of  San  Francisco" 

8.  "To  Improve  School  Board/ Superintendent  Relationships" 

9.  "The  Role  of  Principals:  Responsibilities  and  Performance" 

The  following  reports  are  in  preparation: 

1.  "Student  Report 

Part  1:  Forums 
Part  2:  Essays" 

2.  The  School  Evaluation  Profile  (untitled) 

3.  Integration  Report  (untitled) 


